Appendix 5-1
Workforce Issues

l. Employee Input

Employee input to the PRT included the following:

Workforce Restructuring

¢ The Administration has mandated the study of potential restructuring of the workforce,
looking at streamlining, delayering and reducing duplication of activities

+ Need to develop systems and data that will support informed decisions about workforce
issues, including balanced distribution of FTEs

Staffing

+ Need for additional FTEs in several parts of NOAA

+ Growing importance of contracts and grants but fewer human resources to manage these
areas

+ Advances in technology have not necessarily reduced the need for personnel

+ Increasing demands with multiple responsibilities, including administrative tasks

Recruiting/Retention

+ Few young people in the administrative offices of NOAA

+ Failed promise of COOL

+ Need for workforce planning, including skills assessment to meet mission needs
Training

+ Need more trained personnel in administrative functions

+ Training is critical, but there is no NOAA-wide plan or management of training
+ Training particularly important for aspiring managers

Succession

* A significant portion of the NOAA workforce is approaching the point of retirement eligi-
bility
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+ There is a need for mentoring and succession planning — who will fill the shoes?
+ More and better analysis is needed — identify the most critical skills endangered

Rotational Assignments

+ Managers and staff need to know more about other parts of NOAA — cross-training and
rotational assignments would help

+ Rotational assignments would help build bridges between programs and line offices

+ NOAA people need breadth as well as depth — learning about other fields and gaining new
skills would be career-enhancing and keep folks from getting stale

Tivo separate briefings presented by the Office of Finance and Administration are included as attachments to
this appendix. One discusses workforce issues reported by the line offices and major staff offices, and the
other is an historical analysis addressing FTE levels and duplication of functions by line offices and head-
quarters elements.

Il. Workforce Restructuring

As noted in Chapter 5 of this report, Workforce issues are a major focus of the current Administration.
Their concerns are echoed and supported by a variety of efforts in NOAA:

1. Recruitment, Succession, Training and Retention: The Office of Management and Budget
(OMB) Bulletin 01-07, Workforce Planning and Restructuring, dated May 8, 2001, provid-
ed instructions to Federal agencies on implementing the President’s initiative relative to
restructuring their workforces and streamlining their organizations. The attachments sum-
marize NOAA’s plans for responding to this tasking. Employee input to the Program
Review Team indicates that the themes of Recruiting, Succession, Training and Retention
are the workforce issues of paramount concern — these also were echoed in the responses
received from the OMB tasking. The Office of Finance and Administration (OFA) pre-
sented to the PRT the Line Office and Human Resource Office input.

2. The President’s Budget for Fiscal Year 2003: In the Department of Commerce section of
The Budget for Fiscal Year 2003, there are specific taskings for NOAA that involve work-
force restructuring. The paragraph reads in part: “Human Capital—Excess organizational
layers remain in several bureaus, and existing personnel flexibilities are not being fully uti-
lized. Also, bureaus need to redirect staff from supervisory and overhead positions to line
functions. NOAA will establish a task force to review its central-office administrative
activities so that there is no unwarranted duplication of activities, such as budgeting at
the line-office, bureau, and departmental levels. ...”.

3. Phase I of NOAA’s FY 2002 Organizational Assessment—Survey Feedback Action (SFA).
NOAA’s FY 2002 Organization Assessment is in progress and is relevant to the overall
workforce issue. Data collection from all NOAA employees was completed in March 2002.
Phase II will involve employee focus groups, among other data-gathering techniques. The
final report on NOAA-wide findings is scheduled for release in the July 2002 timeframe.

4. Individual Line Office Initiatives: NMFS Regulatory Streamlining Project (RSP)
Initiative. There have been attempts by the line offices to address certain workforce relat-
ed problems. One of the most recent is the Regulatory Streamlining Project of the
National Marine Fisheries Service (NMES) (see the reference listing at Appendix 8). Of
particular interest in that report is the section on “Workforce organization/prioritization”
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which speaks to the redistribution of existing [human and financial] resources and the
identification of new resources that may be needed to implement administrative and reg-
ulatory enhancements. The hiring of contract employees, and addressing training needs
across the organization are discussed as well.

5. Specific employee input to the PRT. The were a number of very explicit comments made
by NOAA employees. A number of these were line office-specific, e.g., pertained and only
to National Weather Service, Office of Marine and Aviation Operations, etc. There were
also some comments that were “stand-alone” inputs reflecting suggestions or recommen-
dations that were not necessarily related to any others. An example would be the
recommendation that NOAA develop a human resource database listing unique knowl-
edge, skills and abilities that could be used by other NOAA activities with temporary
special requirements, e.g., language skills, special software expertise, and so on. While the
PRT was not able to address all of these comments and recommendations due to the time
limitations of the Review, a separate listing will be provided to the Under Secretary.

In addressing the ten questions included in the OMB Bulletin 01-07 (see attachment 1 to this
Appendix), particularly those requiring delayering and potential restructuring, the PRT believes that
NOAA has taken some significant steps, both prior to and as a result of the Program Review. Some of
the more notable are:

a. NMEFS regulatory streamlining and associated delayering.

b. Virtual organizations in NOAA cross-cuts; matrix teams.

c. Lab consolidations (organizing along themes).

d. Elimination of Office of Chief Scientist - shift to “virtual” (Committee structure).
e. Eliminate of SAO and redirection to Lines.

f. Vertical integration (straight line reporting) of ASCs to OFA.

g. Fisheries Science - separation of reporting structure.

h. Consolidation of marine buoys, etc.

i. Redirect R&D systems - LO with primary operational responsibilities.

j. Delegation of authority for Fisheries Management.

lll.  Rotational Assignments

NOAA’s workforce has undergone tremendous changes that could not have been anticipated 10 years
ago. In order to be able to strategically position itself to achieve its future mission in a rapidly changing
world, NOAA’s workforce and future leaders need to demonstrate that they are capable of working in
any of NOAAs Line Offices. Instituting rotational assignments offers a means to, among other things:

« foster a corporate NOAA identify;

+ enhance employee skills sets across the agency;

« enhance infusion of new ideas and procedures in NOAA offices, laboratories, and pro-
grams;

+ promote the ability to select from a pool of employees, potential leaders and executives to
lead NOAA in the future (i.e., institutionalize succession training and planning).

The traditional options of implementing rotational assignments have been:
+ mandatory rotations (enforced reassignment every 1, 3 to 5 years)

+ voluntary rotations (employees elect to rotate periodically)
+ employee-initiated job changes (within and outside of NOAA)
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Benefits include, the development of a pool of highly skilled employees that are exposed to:

+ cross-training in all aspects of NOAA;

+ programmatic and administrative duties across LOs and HQ;
« extensive field and headquarters experience;

+ public and (and possibly) private sector experiences;

« legislative and executive branch experiences.

Drawbacks include:

instability in offices or programs due to frequent turnover;

+ lack of long-term institutional knowledge at employee and office;

+ resentment from staff to a perceived “elite” group of untested employees who move from
one plum assignment to another without competing;

+ employees who are “jacks-of-all-trades-but-masters-of-none”;

+ no home base within which to grow one’s career

+ “family un-friendly” (i.e., geographic move or increased responsibilities/travel)

Gurrent Practices

Personnel policies make all NOAA employees eligible for rotational assignments, if necessary. However,
guidelines are different for each category.

+ General Schedule rotational assignments or details have been ad hoc and responsive to spe-
cific needs (e.g., Policy Coordination Office, Policy and Strategic Planning, NOAA Budget
Office), program development (e.g., intra-NOAA Climate Team consisting of NWS, NES-
DIS, OAR employees), or employee initiative. Rotations are governed by OPM Regulations,
and there is no NOAA-wide policy for mandatory rotations. NOS and NMFS have been
testing shot-term Rotational Assignment Program (RAP) with General Schedule staff.

+ At the SES level, temporary or permanent rotational assignments are governed largely by
Section 4.4 of the Executive Personnel Policy Manual. Within NOAA, there is no firm poli-
cy on voluntary or mandatory rotations. The rotations within NOAA that have occurred in
the past 5 years were ad hoc and attributable to:

+ DoC-wide flattening process. NOAA lost a number of SESers to other agencies.
+ Shifting needs within the line offices.
+ Punitive personnel actions.

[Select concerns that were cited by SESers regarding rotational assignments are at the end of
this section.]

+ NOAA Corps officers have mandatory rotational assignments built into their careers.
Rotations exist between at sea/air assignments and tours on land. NOAA Corps officers
also serve in assignments within NOAA Headquarters, OMAO offices, and the five major
Line Offices of NOAA. Officers operate ships, fly aircraft, lead mobile field parties, manage
research projects, conduct diving operations, and serve in staff positions throughout
NOAA. The system which governs this is outlined in Career Development and Promotion
(http://www.omao.noaa.gov/noaacorps/regs/ch04.pdf), and Assignment regulations
(http://www.omao.noaa.gov/noaacorps/regs/ch05.pdf).
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Opportunities for the Future
NOAA should view rotational assignments as an opportunity to:

+ Develop a workforce that can adjust with the changing needs of the agency. This will
require continuous training to keep skills sets current.

+ Address the stratified and stove-piped structure within the workforce.
+ Develop more corporate-minded employees at all levels of the organization.

+ Encourage employees to recognize the value of different experiences as part of their career
path and advancement, versus being extremely competent in a narrow field of expertise.

+ Cast rotational assignments as positive aspect of employees career growth.
References relevent to Rotational Assignments include:
1. NOS Rotational Assignment Program
2. OPM SES Regulations
3. NOAA Corps Regulations on Career Development, and Promotion and Assignment regu-

lations, which can be found at (http://www.omao.noaa.gov/noaacorps/regs/ch04.pdf) and
(http://www.omao.noaa.gov/noaacorps/regs/ch05.pdf)

1999 Survey of Senior Executive Service Regarding Mobility Assignments

Background

The Office of Personnel Management and the Senior Executives Association conducted a survey in 1999
in which SESers gave their views on Executive Mobility. Selected responses are attached and indicative of
the challenges of instituting a rotational program. See http://www.opm.gov/ses/survey.html for entire sur-
vey and responses.
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Demographics of the Pool

* 93% were a career-appointed primarily in Headquarters functions (~64%)

* 79.5% males

* 97% non-Hispanic

+ 87% were between ages 40 and 60, with the majority being under CSRS

+ approximately 70% eligible for retirement within 5 years

+ over 75% had been in the Federal government for over 20 years

+ Jobs are primarily Administrative in nature (54%) with experiences other areas such as
engineering, legal regulatory, mathematics/science

+ Career path is from GS-15 (89%) compared to non-Federal jobs (5%)

* 52% had worked with 1 agency; 26% in 2 agencies

* 48% had never changed jobs within one component of their agency/Department

+ 67% had never changed jobs by going to different components of same agency/Dept

+ When jobs were changed, it was to jobs of equal or more responsibility

Experiences in Executive Mobility since becoming SES

+ Within past year, 9.1% had taken a rotational assignment

+ 1.9% have received Relocation Bonus

* 91% have never changed jobs to work in a different agency.
* 79% have never changed geographic locations.

Reasons given for resisting rotational assignments

+ Concern about disrupting agency programs: 55%
+ Relocation of dual career families: 76%
+ Lack of experience to functions to which they are assigned: 70%
+ Unfamiliar with organization’s culture: 68%
+ Lacked information about mobility opportunities: 45%
+ Loss of status: 29%
+ Restrictive government ethics: 12%
+ Lack of succession planning for replacements: 54%

[Note: 39% responded that their agency had succession planning programs for SES, and of
those with such programs only 35% participated in these programs.]

Feelings about Mobility Assignments

+ Mobility assignments improve job performance: 45%
+ Internal mobility impair the continuity of agency programs: 16%
+ Would make a geographic relocation if asked: 38%

Job hunting in next year

* 74% will not look for job in another agency
+ 61% will not look for another job outside Federal government
+ 66% will not look for job in own agency
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+ 20% would leave because of unwanted geographical reassignment
* 53% would leave for higher pay; and
* 42% would leave due to retirement eligibility

(Details available at: http://www.opm.gov/ses/survey.html)

Attachments
1. Workforce Restructuring Plan, summary explanation
2. Briefing, “Workforce Restructuring — Report on Line Office Input”

3. Briefing, “NOAA Administration — Duplication or Decentralization?”
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Attachment 1, Appendix 5-1

Workforce Restructuring Plan

The Office of Management and Budget (OMB) Bulletin 01-07, Workforce Planning and Restructuring,
dated May 8, 2001, provided instructions to Federal agencies on implementing the President’s initiative
relative to restructuring their workforces and streamlining their organizations. The bulletin outlined two
specific requirements:

+ The first requirement of the Bulletin was to develop and submit a workforce analysis to
OMB in early Summer 2001.

+ The second requirement was to develop and submit in early September an agency-specific

workforce restructuring plan in the context of the FY 2003 budget request and annual per-
formance plan.

Workforce Analysis

Provides information, as of September 30, 2000, on the demographics of the permanent
workforce including age, grade, retirement eligibility and expected retirements over the
next five years, and attrition, including trends in recent retirements over the past five years;
Provides information, as appropriate, on the agency’s seasonal, temporary, and intermittent
workforce for FY 2000, including number and occupations of employees in each category
and duration and periodicity of employment;

Evaluates the skills of the workforce; and

Identifies each supervisor/manager as reported to the Central Personnel Data File by occu-
pational title, grade level, geographic location, and supervisor-to-staff ratios.

In addition to the summary data, agencies were also required to address the following questions:

1. What skills are currently vital to the accomplishment of the agency’s goals and objectives?

2. What changes are expected in the work of the agency (e.g. due to changes in
mission/goals, technology, new/terminated programs or functions, and shifts to contract-
ing out)?

3. How will this affect the agency’s human resources?

4. What skills will no longer be required, and what new skills will the agency need in the
next five years?

5. What recruitment, training, and retention strategies are being implemented to help ensure
that the agency has, and will continue to have, a high-quality, diverse workforce?

6. How is the agency addressing expected skill imbalances due to attrition, including retire-
ments over the next five years?

7. What challenges impede the agency’s ability to recruit and retain a high-quality, diverse
workforce?

8. Where has the agency successfully delegated authority or restructured to reduce the num-
ber of layers that a programmatic action passes through before it reaches an authoritative
decision point (e.g. procuring new computers, allocating operating budgets, completely
satisfying a customer’s complaint, processing a benefits claim, and clearing controlled cor-
respondence)?

9. Where can the agency improve its processes to reduce the number of layers that a pro-
grammatic action passes through before it reaches an authoritative decision point?

244



10. What barriers (statutory, administrative, physical, or cultural) has the agency identified to
achieving workforce restructuring?

NOAA prepared and submitted the above information in June 2001. These materials were later included as
part of the Department-wide materials .

Agency-Specific Restructuring Plans

Based on the workforce analysis, agencies were required, as a part of the FY 2003 budget submission
and annual performance plan, to develop a five-year plan to identify the specific organizational changes
the agency is proposing to: reduce the number of managers, reduce organizational layers, reduce the
time it takes to make decisions, increase the span of control, and redirect positions within the agency to
ensure that the largest number of employees possible are in direct service delivery positions that interact
with citizens and retrain and/or redeploy employees as part of restructuring efforts.

Specific information required for the plan include: the costs and/or savings that will result in the from
implementing these changes; human resources management tools and flexibilities needed to implement
the plan; a timetable of specific actions to be taken; and, effect of the changes on the agency perform-
ance measures.

As NOAA did not have its executive leadership in place in time to meet these requirements, an extension
was requested to coincide until the completion of the NOAA Program Review (late May). NOAA did submit
within the required time period an overview of proposed organizational changes for FY 2003—FY 2007.
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Attachment 2, Appendix 5-1

“Workforce Restructuring - Report on Line Office Input”
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Attachment 3, Appendix 5-1

“NOAA Administration - Duplication or Decentralization?”
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